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PILE 


DD/S 65-4750 


1 1 OCT 1965 


MEMORANDUM FOR: Director of Personnel 


Emmett 


The Dire ctor has reviewed and returned 
your memorandum dated 20 September 1965 on the Agency 
Fitness Reporting System . No additional action is required 
at this time. 


STA 


EO/DD/S:VRT: hrm. (8 Oct 65) 

Distribution: 

Orig - Adse 
s 1 - DD/S Subject 
1 - DD/S Chrono 

13 October 1965 

NOTE FOR THE RECORD: 

Background material (DD/S 65-4445, w/Atts)was forwarded 
to Deputy Director of Personnel in accordance with his phone 
request to Mr. 
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21 Sept 65 

INFORMATION 
MR. WARFIELD 

REGISTRY 
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Executive Director 
7D 59 HQS 


S S? 0 1 s 1 s X 


' '- 2 . 


Colonel White: 

Attached is the memorandum on the Agency F itaess 
Reporting System prepared by tile Office of Personnel 
which can be used as a briefing paper or transmitted 
to the Director. Questions of the value of the Fitness 
Report are raised in paragraphs 8.b. and 8.c. I 
would appreciate your comments on this memorandum . 

1 understand that you will set up an appointment with 
the Director. ^ 

R. L. Banner man 


Deputy Director for Support 


7D-18 HQS 


]2 1 Sep 65 


25X1 


DD/S:RLB:fp 

Dist: 

0 - Addressee w/O&l of DD/S 65-4445 

1 - DD/S chrono w/o att 

jjX'- DD/S subject w/cc DD/S 65-4445 

DD/S 65-4445 - Memo dtd 20 Sep 65 to DCI thru DDS and ExDir, subj: 
Agency Fitness Reporting System 
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tfSMORAKDOM FOR? Director o ’ Centra . Intelligence 

fSBOPGH } Deputy Director for Support 

Executive Dlreetor-Coaptro Her 

SUBJECT } Agency Fitness Reporting System 


1. This memorandum la la response to your request for a briefing on the 
Agency's Fitness Reporting system. 


2. The Fitness Report Form (Tub A} is the tangible evidence and ocal 
point of the Agency's Fitness Reporting system. iovever, it is by no seen* the 
sole or e*ren the Key element in the total Agency program of personnel evmlua- 
tlon sad management. The evaluation of personnel is a continuing pros as©. 
Employees are evaluated at least annually through the competitive pxogotl on 
system, they are evaluated for rotation and reassignment, they are evaUmted 
in connection with training courses. tho responsibility of supervisors for 
the evaluation of personnel la repeated iy stated in our regulations. Tor 
exaaaple: 


The Career Rej*viees, states the following among the 
responsibilities of the Heads <.d Career Services: 

”(2) Flaming the utilisation and development of such in li- 


vi duals, including their training, assignraeTr:, 
advancement; 


station and 


(3) Revieving Fitness. Reports...' 


b. 


Conduct and DiseipHno, taskes each Deputy Direct, r or 
Read of an Independent Office .respjnnible for ensuring that "supervisors 
and others un der his di rection .ho have personnel management responsi- 
bilities read 
and 


\ Promoting Good Employee Performance and. Cbneuct, 

or providing these officials 'guitianoe and advice vhen violsf&iciai 


of Agency rules are reported to hi a. . 


Management oi Staff Peraonuel, states that '’Supervisors 
at all echelons are responsible for the proper utilisation and continuing 
evaluation of personnel assigned to their respective jurisdiction'-. They 
•hall advise the Career Service concerned, through appropriate diannels, 
when there is evidence that an employee 1 b n&ssssigaed. ” 


3* The purposes of the Agency’s Fitness Reporting system embrace the 
traditional purposes of pen'orssanae evaluation — appraising employees to 
determine if they should be proraotei , resigned, left In place, or fired* 

In addition, the Agency's system provide® a mechanism for (a) assuring mutual 


■■P,r. t 
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understanding between employee and supervisor eef the specific duties ti eech 
job, (b) assuring that the employee In told, et 2eas t annually, of the super- 
visor’s evaluation of hie performance of each of his major duties end of his 
composite effectiveness, end (c) providing at leeet annually e formal record 
of cccsaents and suggestions of an employee's current supervisor regard iu-j the 
employee ' s future training, his managerial competence, and bit major strengths 
and weaknesses. 

h. The present Fitness Report form has beer evolved to serve tht Aiency 1 a 
requirements for mating, recording, and using personnel eved eat ions. It Is the 
seventh revision in s series which started in lei 9. In arriving et tie present 
form, ve have experimented with form vhlch were lately narrative coenants, 
end with forma which constituted a forced -choice checklist, I’e have used e 
two-part fora in trying to compromise the "show-nc show" issue. The current 
form was first issued in April 1. anr represente the improvements stages ted 
by our experience with earlier forms. It is important to recognize tjat each 
revision of the form has been the result of esreibl study not only by staff 
officers and technicians but also by the Agency's senior officials. 

5. Ad is cus » i on of the fora itself must start with the policy statement 

in I 1 s(l) (Tcb B): "The contiguous evaluation of the performance of 

employees by their supervisors is an ersential eleaent of the Agency 't personnel 
management program. The results of such evaluation for staff employe* s and 
staff agents shall be recorded at least cnee each year." (underlining a lied). 
Further, the Directions for Completing Form I5, Fitness Report (Tab c) begin 
with "It is Organisation policy to inform employees of the effectiveness of 
their work performance. Organisation policy also requires that eupert is ?rr, 
reco n! at least once each year their opinions ant evaluations of the i or: per- 
fomance of employees under their jurisdiction, (underlining added). The fora, 
then, is to record an evaluation which has been reached during the rejorting 
period end which should have been a matter of at least informal discussion with 
the employee from time to time during the reporting period. 

6. How, as to the specifics of the fom: 

a. Section A is general identifying inioruetion about the it dividual 
and his employiaent status and Indicates the purpose of the specif ic rating 
(i.e. , annual, special, reassignment, etc.). 

b . Section B provides for s graded rating both of serf orm&nf $ of 
specific duties and of overall or total effectiveness. The listing of 
specific duties for rating provides an opportunity for both eopltya* and 
supervisor to reaffirm in some detail what the job entails . More impor- 
tant, it assures discussion of tlx? employee's performance of eacj clement 
of the job. The rating of "Overall Performance in Current Position’ 1 
embraces conduct, wort; habits, and persona! traits influencing 
employee's total effectiveness. In addition, a single overall performance 
rating permits mechanical recordation to provide statistical doti for 
monitoring the application of the evaluation system- 


£ 
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e. Section C is a narretire sfcetesiient vr*ieh amplifies end <»* ileins 
ths ratings given is Section B to provide the beet bus it for data raining 
the future management of the employee. It calls for specific surges tiona 
for the improvement of vor-t performance, invites recomiK: relations for 
training end, where appropriate, calls for contaentc on foreign language 
competence end effectiveness in managerial duties, In reraiaary, t'nte 
sect ion is designed to give specific career ruiuence to the individual 
and to the career management a^heniuns of too Agency. 

d. Section Pj in addition to providing for certifications by the em- 
ployee and supervisor, present:.; to the reviewing official (uauall the 
rating officer’s immediate supervisor) the opportunity and the duty of 
commenting on the rated employee , the rating* given end on the rating 
officer. Again quoting from the Ilrectioac, ‘Reviewing officials ere 
responsible for assuring that all report* made by rating official^ under 
their .jurisdiction are consistent aai reflect uniform standards Of 
reporting. Through the counseling and supervision of rating officials, 
reviewing officials can play a major role in improving the operation of 
the Fitness Report program . 


7. The Fitness Report form described above ia used for ell employees in 
grades SS-13 and below. Optionally, ei evaluation in memorandum fora a ay be 
substituted for the form for employees in grades <53-14 and above. Thin >e resits 
a rating officer to avoid the const mints of trying to force the broad and 
unspecific duties of a senior officer into the format of the form itself. It 
is required however that an evaluation in memoranda!!: form observe the basic 
purposes of the Fitness Report form, including a general description % f duties 
and one definitive rating describing overall per* ore. once. It must alto War 
the signature of the rating officer, the reviewing official, and the employee. 

8. Having described the Agency's Fitness Reporting system, it it appro- 
priate that some observations and easeesmentB nov be made as to its effective- 
ness. 


a. Is the system uniformly- understood ee to purposes and objectives 
and is it being uniformly applied by Agency supervisors* Our molt recent 
statistical analysis of the overall performance rating! of all Agency 
staff employees both at headquarters and in the field reveals a high 
correlation of the distribution of ratings cu the five points of the 
rating scale among the principal Career Service groupings (Tab D) . Where 
significant deviations appear* v ® believe there are logical expit nations . 
The similarity in rating patterns among these groups Indicates tlat 
rating standards are being asp lied with Eubetar.tial uniformity. 

b. Are meaningful observations and recommendations being male for 
the improvement of the individual's performance and for subsequent career 
management decisions? This question cannot be answered statistically. 
However, the consensus appears to b* that the narrative portion 
(Section C) of the Fitness Report dee* give aa accurate* description of 
the employee’s perfunr.ence end potential. If is rare that these comments 
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are brutally frank in Indicating weaknesses — — sue*.; comments are more 
often softened or indicated in whet is not said in the report, ft nay 
appear cynical to observe that there is a skill in reading and it tor-' 
preting Fitness Report. s hut the eiperiencec uuer of then® report* does 
acquire the ability to '’read between the liner,” for critieisrae. 

c. The objective evaluation cf other persons is at best a a$at diffi- 
cult task. To be required to do so and to critique a subordinat# ’s per- 
formance end personal qualifications in a documented faee-to-fac* situation 
is a task that supervisors find onerous and embarrassing. Stony if ill avoid 
the discomfort they suffer by rnatlng generously and by the use of obscure 
and wishy-washy phraseology-. To avoid deterioration of any rating system* 
constant monitoring end attention through the command line is requisite. 

In fact the more emphasis and -;he higher the level of evidenced commend 
interest and determination* the; more useful and better the system will be. 
If there are no signs of management ' s interest in the mechanism* the prepa- 
ration of reports becomes routine and redundant. There have been periodic 
actions to remind supervisors of the importance of Fitness Report- and of 
management's interest and concern shat tha Reports be timely* accurate* 
and useful, — The leat formal issuance on these points was Heedqua rters 

Hotlce | dated 10 October 126.3 (Tab 22). However* this topic v-*® also 

covered in the series of compulsory lectures on supervision given tc nil 
headquarters supervisors in 1'Xlt-. 

d* There is nothing secret, abou. the present Fitness Report form. 

As noted earlier* it la the »e\i&nth revision. Further changes could be 
made in concept* form* or scope:. Ho. fever, our experience has beet that 
it takes two to three years for supervisors to , % ecome «r cue tome! to e 
new form and for uniform stantkrcLs of evaluation to develop. Bad*, new 
form must evolve through a period of resistance to change and elation 
of supervisors. 

~J* Corollary to this briefing on bin? present Agency Fitness Reporting sys- 
tem it is important to point out that it it but a small part of the full perform* 
ance evaluation in effect — both formal and informal. Perforiaance evrauittion 
is informally inherent in every e u pe r v in or- h ubor 1 i tv ate dally working situation, 
it occurs repeatedly in connection with the review of employees for reassignment 
consideration. This occur® not only at the operating component level but at the 
Cereer Service mechanism level be- veil. It occurs- most objectively ant critical! 
in connection with Agency competitive aro*iction practices. In summery and for ti 
indefinite future I recommend: 

n. The continuation of the present Fitness Reporting form am concept. 

b. A forceful removed expression of comma no interest and intent with 
( respect to effective supervisory uee of the i’itnase Reporting system. 


/s/ Emmett D, E. . , , s 

fraaett D. gchols 
lb rector of Personnel 


AltaeMbbter A/6 
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Distribution: 

0 - Addressee 

1 - .ER 
- DDS 

2 - D/Pers (l w/held) 
OD/Pers/EDEchols:hc (20 Sept 6 5) 
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Mr. Bannerman: 

We received a call from 
Colonel White's office again to- 
day regarding the DCI's interest 
in a briefing on the Fitness Re- 
port. 


They asked that you arrange 
to brief the Director as soon as 
possible and at least get your 
name on the waiting list for an 
appointment. 


Shall I a si 
for a time? 

fran 


STAT 


Approved For Release 2002/08/15 : CIA-RDP84-00780R0009001 20004-8 




